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1. to establish an Agency p r og ra m to Identify and provide ape dal develop- 
mental opportunities far anployees considered to poasaas the pote nti al for 
positions of aenior managerial and exacutire responsibility. 

RimmOuaD 

2. One of the managerial problems inherent in aftalnl atering the affairs of 

CIA is the development of adequate mmto a ra of properly qualified individuals 
to replace the managers and e x ec uti ves - at all levels - who inevitably 
must some day vacate the positions they aov hold. Recognising this essential 
task, and the special character which the nature of our Agency invests it 
with, sucoessive CIA administrations have looked to a nuaher of d if fe r e n t 
weans of dealing *Vth the natter* Three of their studies are especially 
pertinent: ' 


a. The proposals of the 1952 Career Aerrloe Camsittee which, as 
ap proved by the DCI, established our preeent career servlae systsm. 

Among the proposals was one for an Executive Inventory that was actually 
set up. It listed about 150 senior professionals c on s i d er ed candi- 
dates for key positions in tbs Agency* but because sene of the essential 
elements required for its Maintenance* wore massing, and attent i o n use 
concentrated on other aspects of the oareer service system, the inven- 
tory was permitted to expire not long after its creation. 


b. The Inspector Oensral’e DeomSber 1959 Survey of the CIA Career llar- 
ylce which called attention to the failure of our oareer system to 
deal adequately with the need "to ensure the thorough preparation of 
the moat capable people far key positions of responsibility.” However, 
the surrey brought about no real changes in our methods of d ea l Ing 
with the problem. 


c. Than in July 1962 a Task faros an P er s o n nel Hansge e ent led by the 
Executive Director reoaemended, means other things, the formation with- 
in the Agency of a "generalist corps* comprised of officers identified 
as potential 'executives whpea oareers mare to be . m a n a ged by a CIA Per- 
sonnel Board responsible to tbs ODCI. Again, no specific action see 
taken to changs, existing methods of executive deve lopment . 


pwa paAL or jmaj r i n shuctob 

j - * : • 

3. In Nay 1963, the Xaeoutfve Director call e d attention onoa again to tie 
Agency’s need for a special/ program to identify and develop high potential 
careerists. This time ha lndtrhsted the Director of Pe r s onn el to submit 
proposals for a "generalist oorpa" to accomplish such a purpose* The *xac- 
utlve Director’s instructions were quite broad hut no dovfyt contemplated 
that the Director of Personal, in making Us response/ would oo nslder the 
reocansndatlone in the 1962 R e po rt ., of _.the. Task force cn 

’generalist oorpe." It is the^ffS^ ; J qg p ro pr l ate 

" n* a ' \ 


la CIA relating to a 



1 - 



Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 


i 

t 

il 


? 

p 

! 


Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 

( 2 ) 


Consider JOT's as "generalists". 

Give all supergradae a "generalist" designation. 

Establish a DCI Personnel Board to natters involving 

supergrades. 

Make the Director of Personnel responsible for Identifying 
those Indlrlduals In the middle echelon managerial grades 
vho should be considered for CIA ge ne r a lists. 

• 

Establish a aid-career training course for the purpose of* 
selecting middle echelon supervisors vho should be named 
CIA generalists. 

Establish a Personnel Development Board to vork full, time 
creating and implementing plans for generalists. 


— >T" 

GENERAL 

4. Through all the background papers on executive development In the Agency 
there runs at least one ccnaon theme: the recognition that our career system 
must produce an adequate supply of veil developed, broadly experienced 
candidates for the key executive posts In the Agency. On this central Issue 
there has never been any dispute. Mar can there be if ve are really commit- 
ted to the notion that ours is a oareer service. Nevertheless, our actions 
(on this issue) have never matched our Intentions. Vhyt 

Ve have certainly made progress In many other broad area# of personnel 
management. A number of basic, technical Improvement* in the personnel 
practices that support oareer service administration have bean and are 
being achieved-",-* rln competitive promotions j fitness reporting; identifying 
surplus personnel; planning far rotational assignments within career ser- 
vices; [training; the development of personnel (including senior maabers) 
within career services; t£e JOT program; and In others too. let ve still 
haven't tackled - With anything like a systematic approach - the problem of 
developing top executive^ whose. career direction, if properly handled, oust 
transcend Career Bervice ai^r&dputy Directorate levels. Vhyt 

f -.4 I 

Certainly attempt# hare.-been made*. One even enjoyed a brief period of 
success In 1952; and others have been pushed vigorously, especially by the 
10 in 1959 end the Executive Director in 1962. But they haven't $$fr£ao?. 

Why? Several possible explanations suggest than Calves: 

. —First, most of our senior executives up. to no nr have been relatively 
young man. The urgency aseo ol a t ed vltfr preparing for their irn g pl e i Mew nt . 
has not always been apparent. 
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— Second, during the 8 or 9 years - relatively • table cnee Insofar M 
the else and projected growth of the Agency were concerned - we may hare 
felt that sufficient numbers of qualified replacements were already on hand. 
Experience has borne this out generally. Retirements and other losses 
among top executives have not been beyond our capacity to deal with. It is 
only now, as we look ahead and contemplate the sharp rise in anticipated 
losses over the next 5-10 years, that we became alarmed. For we realise 
that, not only will our executive losses go up abruptly, but so will the 
losses of "replacements" we’ve been relying on, because thqy too will be 
leaving the Agency along with car closely behind the executives they might 
have replaced. Our problem is thus changing dimensions as the average age 
of our senior personnel continues to climb. 

--Third, our Deputy Directorates and Career Services have bean absorbed 
with responsibilities for developing their own career staffs, Inclu d in g 
their own key executives. In addition, they may have reasoned that tbs 
development of executives for broader uses would neoessarlly impinge on and 
possibly even clash with their parochial and ianediate concerns. 

—Hot to be overlooked, also* is the fact that most past proposals 
for executive development have been interlocked with a variety of other 
ideas which, though related perhaps, were not essential to the central 
problem of identifying and developing top executives. 1st the proposals 
were presented and treated as a package and, because some of them were un- 
popular, the baby vent out with the bath water. 

BgCVnVB DgTgLQBflBfT - THB CRUCIAL I Bfld 

5 . Perhaps the time has ocme, therefore, to isolate from the broader 
problem of career development the crucial issue of executive development 
and deal with It alone. This approach aagr well succeed vtexw others have 
not. And surely there can be no harm in requiring the separate elements 
of our career service system to stand or fall on tfeeijr ind ividua l merits. 
Tying uncertain proposals^bo sound ones serves ably to weaken them both 
and risk. their total non -acceptance. 

i ' . * 

For that reason, it s^oS* prudent, to dis t ill from the concept of a 
"generalist corps" those a^ptp .ppucitthed with. the identification and , 
development of top axsbutl^^M’eanorartrata on Just | 

Using such an approach,, lft r s look, at the elements involved in an 
executive development program: ' 

Beggo nslhyi^ 

• 

6. Tbs Executive Director Is o o npsct In proposing (we as sene) a DCI Board 
to maiiaga a program concerned with the developsent of top executives. Tbs * 
problems involved in such a program transcend component boundaries. So 
should the responsibility. It cannot he discharged successfully anywhere 
else . 
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However, it would be * mistake to think this respo n s i b i lity lie* out- 
aide of , or cam be dirorced free, the oesmumd line of the Agency and than 
be dealt with as a sort of staff function. It oaanot. The Director of 
Personnel and other staff officer* can be of inraluable assistance in the 
support of such a program; but the ultimate decisions and im pl em en t in g actions 
without which there can be no program - euat oomi from the senior Agency 
Germanders themselves. 

Therefore, it is proposed that xmsponsiblllty for the executive develop- 
ment program -be given a Board composed of: 

«• * 

Executive Director, Ch a irmen 

k Deputy Dtrecbors, Habers 

Director of Personnel, Xseeatlve Secretary 


Element* of Program 

7 . The executive development program, as visualised here, would consist of 
these elements: -v 


a. The definition of goals* 

b. The identification of employees considered to' possess the capacity, 
desire, and potential far Agency positions of senior mensgerlal end execu- 
tive responsibility* 

c. The establishment and maintenance of an executive Inventory listing 
the senior positions of concern to the progr a m and the ca n di d ates being 
groomed to fill then* 

d. The evolution of pleas end o p por t uni ti e s for executive development 

through rotational assignments, external and other special training, ccassittee 
and tekk force assignments, special details, exchange agreements with other 
agencies, etc. J 

e. The selection of candidates for executive positions. 


ILLEGIB 


Definition of Goals . 


3. Before launching an executive development program - end throughput its 
, life - we naad.gensral agreement aa to its purposes end objectives sad a 
common understanding of tha terns end’ fr roosdarss employed. Par instance, 

ILLEGIB 3for our purpose#: | 

-What is an executivarr^ ? • . : 

-How early in an off iicAr^S oareer will wa try to evaluate his executive 
potential? 

-How long do we expect a candidate to ream In in our "inventory”? 

- Will the program attempt to embrace all executive positions or Just 

those in the "generalist* oategory? * 

- How many candidates will ws try to identify for each executive poet? 

- Will candidates be groomed for specific poets or developed moor* gen-' 
era.11 y? . 


SECRET 

Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 





stunt i 

Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 

(5) 


^ ^ 10 to ttan. „* otl*. 


Boopa af Progf— 


9* iarllw w ta lk ed of developing "top uMUtlvii* . 
What do vo wnanT T! 9 * " T * 


etc. 


Clearly, our concern has to do with executive and BanaMrlal 
«nt. InTolrlag broM, SX^LfTfifT 

tmltl«rb^Sa Swi T .S21 n ta l'* loh ?*“ <W>r- 

It la clear aleo that our concern le far a **^4.1 ’ . 

,£ 00 “ 4n ‘* 1 *“ r^noSrr-pSST to mSo?* 

tSE of aiwoting, 

m, cmpamt 40 

potential candidate, to fill ttLT^ I®****** about * 3 ° - 1W) and the 

*' *«*• — •* 

" ws * i#t * u rtqmling a broad, general background. 


b. 


FleH - Chief, of Installation, vith nalor policy remoMibin«-. 


Identification ^ 


*t«t"t* ia^SiaSi’S SSdSiSS!* 1 , “* Uo “ 40 “*" ,r 

tb. tjr cyci tr, 

toH ~ for our purpc. 9 

tb» key dacUlOM* lnrolTud" lh'«n*er»cutlTe Snlomnt " r ™ ,I ' 1,r ’ •“ ■»*» 

foi»^ ia«tlfic.ttoo of . o^UdST^rta^SSS." 0 ^' Sur ^ ,th * 

nus «ISlrISfrf *”"y, *» ««■ “>» » «boio, nth 

« niwiu ud unvindin... * «hSia IS J£ 3 £ t L t “S!«]i! 

decision concerning "eligible." • ' and can by an arbitrary 



Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 



jgjjjiutv ' : ; - r : 

Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 

u 

( 6 ) 


On 31 March 1963# w had: 

HUMBER CT 

QRADE . WPUrOES 

06-18 
16 
s 


Considering the large numbers odf potential "aligiblas", let'e arbi- 
trarily confine our search to those who are 06-15 or shore and here already 
entered the "generalist" ranks* 

The 1962 Task Force on Personnel Management reooaneadsd that JDT’s be 
labeled "generalists" and also that a mid-career training course be need to 
Identify "generalists"* For our purposes, such actions are believed pre- 
mature. We lack techniques discreet enough to identify the Indiv idual s in 
the early and mid-year groupa wtp will mee to top executive positions. He 
could try, of course; but this would produce a lexfee, diffused development 
program Instead of a email, specially tailored one* It would probably also 
result in a less effective one. More Importantly, it would proOnibiiya 
centrally directed program Invading the command prerogatives of Career Ser- 
vices (as they are now established? at too low a level. Whether benefits 
from such a program extension would ever compensate adequately for this 
"invasion" is very questionable. 

The proposal to rsstrlct executive candidates to 00 - 15 ’e and above 
rests therefore on two ideas primarily: 

- First, the belief that a mmdl, tightly managed jsno- 
gram with dearly established, specific objectives 
will achieve far better results in developing top 
V executives' then will's large multi-purpose program* 


- fleeood, the oopriction that in our desacr the primary 

- Job%f. developing oarearm^loyses, including those 
destined for ettboutlve poets, oen best be handled by 

• ths-Sebairate career Servioes end Deputy Directorates 
andtsttoAld rpsaln their responsibility* 

t ; 

This last point is nett afr apathetic or obsequious submission to tbs 
status quo* It simply recognises that, as our organisation is now st r uctur ed, 
tbs best Job opportunities fpr developesnt si purposes, as well as the rota- 
tional and administrative arrangsmeats far exploiting these opportunities, 
lie largely within the Jurisdiction of tbs individual Career 8ervlofcs and 
operating components. It recognises also that employees work best and develop 
most rapidly in an occupational environment that satisfies their needs for' 
group Identification and group loyalty. Top management n eeds to step in 

with an auxiliar y or supolamentery development program only when an indivi- 
dual ccmSnratcannotdo tSsccmpleteJc*>Or vbknfhe objebtivss of t2p 
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ns n a gmaent differ or diverge from those of a subordinate component. 

. ievelopeent of senior executives, tbs need for * sup p lem entar y 
.wency program - centrally directed - appears to emsrgs at about the 08-15 
levels aal certainly not below lA« Op to that point the Career Services 
and Deputy Directorates can manage the Job gaits adequately. In c lu ding cross- 
component assignments* If at tines they don't, it's usually the result of 
hnm«n weaknesses and not of the systsn saployed* 

> \ . 

However, above the Ik level, candidates for senior positions deed 
opportunities for rotational assignments, external training, special details, 
and other broadening experiences that individual Directorates generally 
cannot provide. Sven more significantly, tbs interests of top msnag«isnt 
in the development of certain candidates may differ from the p a r oc hi al 
interests of a component and oaa Ind ee d became antagonistic. 

The foregoing seasons argue for en Executive Development program which 
at the Agency level is quite restricted in size end "inducts" candidates 
only after they have manifested potential far senior generalist positions. 
Setting 08-15 as the "entrance level" is ]^trely arbitrary end could in s<®a 
cases be artificial; but it provides a useful bench mark for systematic 
reviews of possible candidates. * * . 

Ixecutlve Inventory 

11. Earlier c cements have suggested an executive inventory consisting of 
the following positions: 

Headauarters - all msMgerlal positions 08-17 and shove, and all staff 

positions at those levels requiring a broad, general background. 


Field - chiefs of with major policy responsibilities, or 

vith significant managerial responsibilities involving more than one 
Headip»rters Deputy p^orectore-te. * 


It estimated tint the Inventory would esbr aoe 130 to 1A0 jobs. 
Matched against theag Jobs should appear: the incumbents; and the other 
executives candidates, about. 3Q& pctfMPf* h«ibg groomed fc| the Jobs listed. 


To the extent reasonable* inventory should indicate the position(s) 
for which each candidate is rbel^g groomed and, oonversely, the prospective 
candidate (s) for each posi trivia both cases, multiple listings should 
usually occur - i.e., most key positions should have several prospective 
candidates, and most individuals In the inventory should be preparing for 
more than one Job. 


• .’‘X 


Responsibility for establishing, and m ain t a inin g the inventory belongs 
to the Career Development Board. Inventory records, because of their 
sensitivity, should probably be maintained personally by the Chairman end 
the Executive Secretary. 
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Complementary Inventories vill very likely be ostebllshed in each 
Deputy Directorate, embracing Jobe at the next lover executive levels. 
This vill facilitate the management of the Agency inventory and should be 
encouraged. 


Development Methods 

12. After identifying executive candidates and deciding at least tentative- 
ly the position ( b ) far which they should be preparing, the Board must shape 
at least In broad outline - a development plan for each candidate. Flans 
will vary according to the age and experience of the candidate, the Jobs 
for which ha is being groomed, his prior training, etc. Seme will be speci- 
fic, others very general. But they must provide realistic, working targets 
for the future assignment and training of every candidate; this is essential 
to the successful conduct of tbs p r ogr am . 

The ingredients of executive development plans include: 

- Rotational assignment^ within and across components 

- External and other special training programs 

- Exchange agreements with other agencies 

- Committee end fores assignments within the Agency 
and with inter- a g e n c y groups 

- Special details and temporary assignments within the 
Agency and to such outside bodies as ESC 

- Other special arrangements 

The task of devising executive development plans will probably be 
given the Deputy Directors most concerned, but the Board must retain respons- 
ibility for their final approval and also for monitoring their execution. 

The Board must take the initiative in creating new development opportu nl 
ties and in expending and modifying others already available. It must also 
insure that lmpcrtaht opportunities which present themselves In tbs normal 
course of affairs - such as Senior School Quotas, inter-agency exchanges, 
appointment' of inter-agency task forces, etc. - are exploited in ways that 
yield the greatest return for 1 the Agency* It should be quite unusual, for 
example, to nominate for one r 6f t Agency* s 3 spaces at the Rational War 
coll*,. « individual ute «.<mttT* Wtory. 

‘ * A^dalstretloo 

13. Most decisions as to how the Smscutivs Development Board vill f u n c tion 

and how the Program will be ads Ini stared must await their establishment. 
However, several items deserve special mention* • 

When an individual is "tapped" for the Executive Inventory, what notice 
is given? The ideal ansver is "none", except to Board where and other 
top officials concerned. This means that the individual is not told, his 

career service designation is not changed, and all other visible symbols 
and processes remain as before. Of course, an extra review is added to 
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any significant plan or action initiated by a component affecting the indi- 
vidual. But this can be done quite discreetly. The responsible Deputy 
Director will know of the plan as veil as tbs Individual's status on the 
Inventory and can present the natter to the Board. 

No real advantage can case front giving notice as to who is an executive 
candidate, and considerable unhappiness can be generated, especially if he 
is later dropped. To be sure, there wJULl be actions from tine to tla* affect- 
ing candidates that nay be "read" by colleagues as signal Ing their inclusion 
in the Inventory, but this type of speculation Is harmless. • 

s 

How will the Board conduct most of Its business - in formal meetings 
or through unilateral actions of members t Hopefully, the ansver Is "formal 
meetings". And this can be done without burdening the members with an 
excessive number of regularly scheduled or ed hoc meetings if: (a) .ade- 
quate preparations are mads for each meeting and (b) a career plan exists 
for each executive candidate. Regular meetings 3 or k times a year should 
permit the Board to transact its major business. One of these sessions 
should be devoted primarily to an annual -^svlev and .updating of career plans. 

am 

How will Executive Candidates be tapped for the I n v en tory? By foxmal 
Board action, on the veoasmeadation of one or more of its members, lech 
rec om mend a tion should be accompanied by a proposed plan, at least in broad 
outline, for the future development and use of the individual. 

Candidates can be dropped from the Inventory whenever the Board con- 
siders they no longer possess the potential for top executive positions. 

The Board may also vish to establish a special category for Candidates 
who remain in the Inventory for position planning purposes but are no longer 
under active "development". Persons already occupying top positions and 
others considered qualified to do so but who are near retirement might well 
be in such a category. 

• ' VM ' .. ;• ; « 

C OBCLU8IOK3 

S'. i 

14. One of the critical problems inherent in the administrative affairs 
of any organisation is the feoeCsity tdlprovide an adequate replenishment 
of m a na gers and executives td YiSLi'tbe positions' of leadership that must 
inevitably and recurrlngly fcedqhe vacant. CIA has reoognlsed its responsi- 
bilities in this area and hArfthken a atmtiber of praiseworthy steps to pro- 
vide developmental op p o r t un ities for most of its career members. 

However, we have displayed consistent timidity in meeting the needs cf 
candidates for top executive positions even tbmig b this group constitutes 
the indispeasibie nucleus of our Organisation. Despite our awareness* of this 
weakness, we have not acted to correct it. The time is therefore at 
to isolate from the broader problem of career development the crucial Issue V- 
of executive development and to establish a special, centrally directed 
program to deal with it. 
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Our Executive Development Program should' be established alona the 
fo Having lines: 


a * g^gponalbl llty for the Program - should be assigned to an Kxecuti* i 
Development Board composed of: the Executive Director as Chair- 
man, the 4 Deputy Directors as members, and the Direotar of Pers- 
onnel as executive secretary. 

b. Scope of Program - lhe Board should be responsible for establishing 
and maintaining an Executive Inventory listing the senior posi tions 
of concern to the program and the candidates beinggroemed to fill 
th«n. The positions ahntiid include : 

leaflgjrters - all managerial positions OB -17 and above, 
and all staff positions at those levels requiring a 
broad, general background. 


Tiald - chiefs of installations vith major policy 
responsibilities involving more than one Headq ua r ters 
Deputy Directorate. X 


of Executive Candidates - from among Agency employee. 
GS-15 or above vbo have already had tuumgerial^Serienoe, thsT 
Board should select candidates for. the Executive I nv en to ry vho 

' oapao 2Si th *, das J Jr * i the potential for top aaasge- 
ment positions, notice of selections should not be glvM candi- 

dates or anyone else except members of the hoard and otSfc ton , 
officials concerned. • ’ 


d * M ethods of Development - The Boaxd sliould approve and administer a 
career plan for each Executive Candidate, including arrangements 
for such additional tra inin g and developmental opp ortun ities as 
may be indicated fqr each candidate. Development methods should 
include: ^rotational assignments, special internal or extenmOV 
training, participation in inter-agency exchange agreements, member* 
_ ship on inter-agency task forces and committees, special details, et 


?■' RECdMBfDATIONS 
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ACTION MEMORANDLMvT ^ 


OFFICE OF THE DIRECTOR 


Action Memorandum No. ~ . .. 
Date 1 ^vl^y 1963 

Director of Personnel 
Deputy Director/Support 

Generalist Corps 

1. I think the time has come to take the steps indicated in 
the Personnel study of a year ago to establish a Generalist Corps 
which would be the group whose career service would be under the 
direction of the DDCI. Recent experience indicates the importance 
of this if we are ever to achieve a single Agency program where 
senior officials can be rotated between units for the best interests 
of the Agency. 

2. Would the Office of Personnel provide me with a proposal 
on this by 1 July 1963. 


TO : 

VIA : 

SUBJECT : 

REFERENCE: 


(signed) Lyman B. Kirkpatrick 
Lyman B. Kirkpatrick 
Executive Director 




SUSPENSE DATE: 1 July 1 963 
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PRCELEM 1 

i* es ~klish 631 Agency program to identify and provide special devc- > 

employees considered uo assess the potential for 
positions of senior managerial and executive responsibility. 


IS. -CTO toi T.T> 


'*1. ? lle of the mana Kerial problems inherent in administerin’ the affairs of 
.ne develop, ent of ^equate number* of properly qualified individuals 
1 ll3 - ace tne angers and executives - at all levels - who Ircvitab'y 
aaso seme uay vacate the positions they now hold. Recognizing this Essential 
,ina the special character which .he- nature of our Agency invests it 
v “ il - -access ive CIA administrations have looked to a number of different 

mean.. 1 dealing with the matter. Throe of their studies are cspeciaUy 
pertinent: J 


the 1 ? :?2 Cartier Rervieti Committee which, a 4 
-P^ruVed oy tne DCI, established our- present career service sys4hi. 

Along the proposals was one for or, i.xecutiv* Invento ry t.v. ; va Act uall y 

se-u up. It listed about 150 senior professionals considered canid i- 

dazes for 1 


.-.cy lOsioions in the Agency, but because sene of the dhsentlal 


ea&.ients required for its i&alr.terujy££ were missing, and attentidi was 
concentrated on o ..her aspects of the career service system, the Inven- 
oory vas pern.it ted to expire rot long after its creation. 1 


I4LEGIB 
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::o. 13 Consider JOT's as "general! ate" . 


No. 14 Give all supergrades a "generalist" designation. 

No. 15 Establish a DC I Parocnnal Board to handle matters involving 

supex'grades. 

2 • 16 Make the Director of Personnel responsible for identifying 

those individuals in the middle echelon managerial gradfcs 
who should be considered for CIA. generalists. 


ho. 17 Establish a mid-career training course for the purpose bf 
selecting middle echelon supervisors who should be named 
CIA generalists. > 


lie . 20 Establish a Personnel Development Board to work full tide 

creating and implementing, plans for generalists. 


Gh 


D3 oCUESION 


1. Through all the background papers on executive development in the 5 Agency 
there runs at least one common theme: the recognition that our career system 
must produce an adequate supply of well developed, broadly experienced 
candid, ces for the key executive pests in the Agency. On this central issue 
there nas never been any dispute. Nor can there be if we are really commit- 
ted to the lotion that ours is a career service. Nevertheless, our actions* 
(on tins j. me) have never matched our intentions. Why? ! 
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—Second, during the 8 or 9 years - relatively stable ones incofax as 
the size and projected growth of th? Agency ware concerned - we may have 
felt -that sufficient numbers of qualified replacements were already on hand. 
Experience baa borr.e this out generally. Retirements and other looses 
among top executives have not been beyond our capacity to deal with. It is 
only now, as we look ahead and contemplate the sharp rise in anticipated . 
losses over the next 5-10 years, that we become alarmed. For vo realize 
that, not on, .y will our executive losses go up abruptly, but so will the 
losses of ’replacements" ve've been relying on, because they too will be 
leaving the .gency along with or closely behind the executives they migut 
have replaced. Our problem j.s thus changing dimensions as the average age 
of our senior personnel continues to climb. 

—Third, our Deputy Directorates and Career .tear/ ices have been absorbed 
wi'-.a responsibilities for developing their own career staffs, including 
their own key executives. In addition, they may have reasoned that the 
development of executives for broader uses would necessarily impinge on and 
possibly even clash with their parochial and immediate concerns. 

-ri« ot to-be, overioo'.md, also, is the fact that most past proposals 
for executive development have been interlocked with a variety of other * 
ideas"vhich> though related perhaps, were not essential to the central 
problem of identifying and developing op executives. Yet the proposals 
were presented and treated as a package and, because seme of them were un- 
popular, the baby vent out with the bath water. 

BX3CUTIV3 DEVELOtMEoiT - THE CRUCIAL ISgUE 

5. Perhaps t— time has cate, therefore, no isolate from the broader 
problem of c r >er dsvelopaent the crucing. issue of e xecutive developu.ua t 
and deal with it alone. This approach r.i&y well succeed where others have 
not. And si cly there cun be no harm in requiring the separate element ; 
of our career service system to stand or fall on their Individual merit*. . 
•lying uncerta in proposals to sound ones serves only to weaken them both 
and risk tht r total non-acceptance. 

For tin reason. It seats prudent Ub distill from the concept of a 
"generaxxat corps" those aspects concerned with the identification and 
development of top executives end concentrate on just those elements. 

Using etch an approach, let’s look at the elements involved in an 
executive, de elopaeat program; 

Re soon sib Hi ty 

6. The Executive Director is correct in proposing (ve assume) u DC I Board 
to manage a program concerned with the development of top executives. The 
problems involved in such & program transcend component boundaries. So 
should the responsibility. It cannot be discharged successfully anywhere 
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However, it would, be a mistake to nk this responsibility xics out- 
side ’of , or can be divorced fra;, the cc.ov.and line of the Agency and true; 
be dealt with as a sort of staff function. It cannot. The Director of 
Personnel one other staff of rie-ars etu. be of invaluable assistance in the 
support of such a program; but the ultimate decisions and implementing actions 
without which there can be r.o program - must come fra; the senior Agency 
commanders themselve s . 

Therefore, it is proposed shat responsibility for the executive develop- 
ment program be given a Board a imposed of: 

Sxecut-ve Director, Chairman 

4 Dopu ;y Directors, Members 

Director of Personnel, Executive Seer. .y 

fie, tents of Program 

7- » executive development program, as visualized here, would consiev of 

these eien .to: 

definition of goals. 

■j. ~;*e identification of employees considered to possess the capacity, 

des&re, and potential for Agency positions of senior managerial and execu- 
tive ■ u upor.sioility. 

The establishment and Maintenance' of an executive inventory listing 
the- senior position; of concern to the program and the candidates being 
groomed to fill them. 

d. The: evolution of plans and opportunities for executive development 
through rotational assignments, external and other special training, co.aai.ttee 
ai:l tncx force assignments, special details, exchange agreements with other 
agencies, etc. 

e. Hie selection of candidates for executive positions. 

Definition of <iculs 

b. Before la-jachiag on executive development program - and throughout its 
life - \ie need general agroeaent as to its purposes and objectives and a 
caution understanding of the terras and procedures employed. For instance, 
for our purposes: 


- .at is an executive? 

-How early in an officer ' s career will we try to evaluate his executive 
potential? 

-How Ion,:, do we expect a ci-ndidute to remain in our "inventory"? 

- Will the program attempt to embrace all executive positions or just 
those in the "generalist" category? 

- How many candidates will we try to identify for each executive post? 

- V/ill candidates be groomed for specific posts or developed more gen- 
erally/ 
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Tne next few sections will try to suggest answers to these other 
related questions. 


Scope of Program 

9- Earlier we talked of developing "top executives", "senior managers", etc. 

What do we mean? 

Clearly, our concern has to do with executive and managerial require- 
ments involving broad, general experience - experience which normally can- 
not be acquired entirely within one Agency component but which takes bpnor- 
tunities beyond those a single component can provide. We mean "genert Ji.lstB w 
—-- a are not talking of "specialist", though we recognize they ton h«vi- 
developmen xil needs. 

in clear also that our concern is for a s pecial program - small ir. 
sxzc, narrow in focus, and concentrated in purpose. A program to suplle- 
- - n ■■ the efforts of the major components which, after all, have the primary 
t.o:: of directing, developing and managing the Agency's work force. *, 

; . p.. to -lake over the Job of training and preparing the select few! who 

h;r,e executive potentials beyond the capacity of a single component to pro- 
vide aueqaate developmental opportunity ea for. 1 

sliarper definition to the limits of our program, we probtbly 

-he following executive positions (numbering about 130 - 1^0) and the 
potcUu.J. candidates to fill them: 

a. headquarters - all managerial positions GS-17 and above, and“ all 

3 '—fi positions at those levels requiring a broad, general backgro und 

b. field - Chiefs of installations with major policy responsibilities, 

or with significant managerial responsibilities involving mole than 
m.u headquarters Deputy Directorate. ! 

. centification of Executive Candidates * 


iO. y, when", and "by whom" are the Principal questions to answer 
about the identification of executive candidates. 

•a- f Wc have suggested the:/ he individuals possessing the capacity, 
the desire, and the potential for top managerial positions. Paragraph * t 
define/, for our purposes the meaning of "top managerial positions". : 

.a -Id 1 '"he view was expressed toad only senior commanders can intake 

inti x ay decisions involved in an executive development program. Surely the 
formal ^uentif ication of a candidate is a key decision. 

"’he "right" answer is: whenever we can make a choice with 
reason^. ale assurance of its correct. ess. But that injects into the program 
a . .i c- uCiiUss and unwieldiness ve should avoid, and can by an arbitrary 
decision concerning "eligibles" . 
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On 31 March 1963 , ve had: 


GRADE 


gs-ib 

17 

16 

15 

ik 


cumber of 
35 MPLOYEES 


Considering the large numbers of potential "eligibles", let's aiai- 
tr-nly confine our search to those who it re GS -15 or above and have already 
entered the "generalist" ranks. 


25X1 


r.e 1962 Task Force on Personnel Ma: vagemant recommended that JGl’s be 
labeled "generalists" and also that a mid-career training course be in to 
identify "generalises". For our purposes, such actions are believed* 
t-.a.urc. We lac.: techniques discreet enough to identify the individuals in 
-ue early ana mid-year groups who will rise to ton executive positions. We 
could try, of course; but this would produce. a large, diffused develd j;;cnt 
program instead of a small, specially tailored one. It would nrobabi -t : J.ao 
result it, - .ess effective one. More Ua*>ortantlv, it would produce 3 
centrally directed program invading the cotaaand nrerogatives of Career Ser- 
vices they are now established/ at too low a level. Whether benefits 
from s..ch a program extension woulii ever conroenaata adequately for this 
"invasion" is very questionable. 

Tne proposal to restrict executive candidates to GS- 15 's and abdve 
rests therefore on two ideas primarily: 


- -first, the belief that a smll, tightly managed v >ro- 

- . with clear lv established, specific objectives t 

wuj — i-niev'e far better results in developing ti n 
w.ecuuives than wii 1 a larr«e multi-purpose program. I 

- fcoi,a, the convection that- in our Agency the dr: , ,yy 

-b of develop in*- eareer er.mloyees, including those 
aestrned for executive posts, can best be handl'd by 

the separate Career Services und Deputy Directorates ILLEGIB 
uid should remain tneir resnonsibillty. 
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management differ or diverge from th^ -,e of a subordinate component. 

a the development of senior executives, tne need for a supplementary 
Agency program - centrally directed - appears to emerge at about the os-15 
lovol, and certainly not below 14. Up 'go that oolnt the Career -,’rvLces 
ana Deputy Directorates can manage the job quite adequately, including cross 
component assignments. If at times they don’t, it’s usually the result of 
human weaknesses and not of the system employed. 

However, above the la level, candidates for senior positions 
oppor uuni *.xes for rotational assignments, external training, special at sails 
ana ...Dior broadening experiences that it ■dividual Directorates generally 
cannot provide. Even more significantly, the interests of top mana gement 
In the development of certain cannidicer may differ fran the parochial 
interests of a component and can indeixi became antagonistic. 

’.'ho foregoing reasons argue for ;ui Executive Development program which 
at the Agency level is quite restricted in size and "inducts" candidates 
-nly alter they have manifested potentiul for senior "generalist" positions. 
E- 'ihg G3-15 as the "entrance level" is purely arbitrary and could ir. soma 
caste be artificial.; but it provicies a useful bench mark for systematic 
r«_<_ews of possible candidates. 

Execu' ,ive Ii . ventory 

H. Earlier comments have suggested an executive inventory consisting of 
the following positions: 

im.d quarters - all managerial positions G3-I7 and above, and al staff 
positions at those levels retuir.ng a brbad , general background. 

field - chiefs of installations with major policy responsibilities, or 
with significant managerial responsibilities involving more than one 
; lean quarters Deputy Directorate. 


It was estimated that the inventory would embrace 130 to 140 Jdbr. . 

. hitched against these Jobs should appear-: the inerrmbents ; and the other 
executives candidates, about 300 perhaps, being groaned for the jobd listed. 

ho tne extent reasonable, the inventory should indicate the poaition(s) 
hor - : iich euca candidate is being groomed and, conversely, the prospective 
x-nameteis) for each position. In both cases, multiple listings should 
usual ..y occur - i.e., most key positions should have several prospective 
eanuiv.utes, anti most individuals in tiie inventomr should be preparitt • for 
more than one job. 

Eosponsibility for establishing fira* maintaining the inventory belongs 
to the Career Development Board. Inventory records, because of their 
sensitivity, should probably be rru.intL.ir.ed personally by the Chairman and 
the Executive Secretary. 
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Complementary inventories will very likely be established in each 
Deputy Directorate, embracing jobs at the next lower executive levels. 

-his will facilitate the management of the Agency inventory and should be 
encouraged . 

Development l- ' ethods 

12 . After identifying executive candidates and deciding at least tentative- 
ly the position(s) for which they should be preparing, the Board must shape - 
at .Least in broad outline - a development plan for each candidate. Plans 
wil* ary according to the age and experience of the candidate, the jobs 
..or which he is being groomed, his prior training, etc. Some will be speci- 
fic,, others very general. But they must provide realistic, working targets 
for the future assignment and training of every candidate; this iB essential 
to the successful conduct of the program 

The ingredients of executive development plans include: 

- Rotational assignments within and across ccmporients 

- External and other special training programs 

- Exchange agreements with other agencies 

- Committee ana tank force assignments within the Agency 

and with inter-agency groups * 

- Special details aid temporary assignments within the 
Agency and to such outside bodies as NSC 

- Other special arrangements 

The task of devising executive development plans will probably be 
given uhe Deputy Directors most concerned, but the. Board must retain [respons- 
ibility for their final approval and also for monitoring their execution. t 

me Board must take me initiative in creating new development osportuni- 
tie;: and in expanding and modifying others already available. It must also 
insure iniae important opportunities which present themselves in the normal 
course of affairs - such as Senior Schools Quotas, inter-agency exchanges, 

";>G Xi i tS ) Oi l O of inter-agency tank fences, etc. - are exploited in way* that 
yield she greatest return for the .gency. It should be quite unusual, for 
e,„»...pie, to nominate for one of the- Agency’s 3 spaces at the National War 
College on individual who is not or. the executive inventory. 

Ac lira nis ir; uion 

j.;> host decisions as to how the l-xecutive Development Board will flLiction 5 
_nd how the Program will be administered must await their establishment, 
however, several items deserve special mention. 

Chen an individual is "tapped" for the Executive Inventory, what "notice i 
h given" The ideal answer is "none", except to Board members and otner 
V • , . officials concerned. This means that the individual is not told/ his * 

career service designation is not changed, and all other visible symbols f 

and processes remain as before. Of coarse, an extra review is added' to 
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a '5 G ^G«ificant plan or action initiated by a component affecting the indi- 
vidual. But this can be done quite discreetly. The responsible Deputy 
Director waxl know of the plan as well as the individual's status on the 
Inventory and edn present tae matter to the Board. 


i 


i 

t 


, /;° real advantage can come fra a giving notice as to who is an executive 
cancn cm -e, ana considerable unhappiness arm be generated, especially if he 
.. -vor drooped. To be sure, there will be actions from time to time affect- 
ing cuno. mates that may be "read" by colleagues as signaling their inclusion 
in one inventory, but this type of speculation is liarmleos. 


1 


i 


:'.ew Will the Board conduct most of its business - in formal meetings ! 

or tnrougn unilateral actions of member;? Hopefully, the answer is "formal ! 

nu. •, . /nd this can be done without burdening the members with an 

excessive number of regularly scheduled or ad hoe meetings if; (a) ade- 
quate preparations are made for each meeting and (b) a career plan exists I 

candidate. Regia' ar meetings 3 or 5 times a year should I 

permit the board to transact its major business. One of these session; ! 

shouxa oe devoted primarily to an annum review and updating of career nlanB. ! 

iiow will Executive Candidates be tapped for the Inventory? By formal I 

Board action, on the recommendation of one or more of its members. Es-h ! 

recommendation should be accompanied bv a proposed plan, at least in broad ! 

outline, for the future development and use of the individual. 

Jaj.uidates can be dropped from the inventory whenever the Board a r.~ ! 

siders tney no longer possess the potential for top executive position, . ' ! 

.no soavv. nay also wish to establish a special category for Car - bates ! 
woo ra.iain .n the Inventory for poai tier b tanning purposes but are an longer • 
unaer uc ~^ve ao* c torment" . Persons already occupying top positions ar d 

others considered qualified to do so but who are near retirement might veil I 
ne in such a category. 1 

ILLEGIB 


Ap p r o v ed T o r R ele as e 2003/05/27 : C I A - RDP84 - 007 8 0R000300020009 - 0 



Approved For Release 2003/05727 :1ClA-RDP84-00780R000300020009-0 

( 10 ) 


Our Executive Development Program should be established along the 
following lines: 


a * ggjjO pnglb ility for th e Pro gram should be assigned to an Executive 
Development floera composed e?7 the Executive Director as Chair- 
man, the 4 Deputy Directors as members, and the Director of Pers- 
onnel as executive secretary. 

°* i£22JL oi ' Program - The Board should be responsible for establishing 
.-..a maintaining an Executive Inventory listing the senior positions 
of concern to the program and thi candidates being grocmed to fill 
tnem. The positions should include: 

he adquarters - ill managerial positions GS-17 and above, 
and all staff positions at those levels requiring a 
broad, general background. 

jdkiii “ cniefs of installations with major policy 1 
response — ilitien involving more than one Headquarters 
Deputy Directorate. 

c * of E xec utive Can d:' dates - from among Agency employees 

Ga-15 or above who have already lad managerial experience, the 
Board should select candidates for the Executive inventory who 
possess the capacity, the uesire. and the potential for top Manage - 
meat positions. Notice of selections should not be given candi- 
dates or anyone else except. ra®ib< rs of the Board and other too 
officials concerned. 


ILLEGIB 


The Boai should anrnrove and ado, ini are r a ? 
:ut.ive 0,' r id ate including a i o ■ an g err; ants 
ring and devolo-rmental opportunities Ln 5 

l candidate. Development methods she* u cl i 

Lgroients, special, internal or external 
In inte r- agency exchange agreements, t ember- 
c forces and committees, special details, etc. f 


Ip. Recommend prompt establishment of an Executive Development Procrair 
,long the lines suggested in paragraph 14 ibove. ^ 
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